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AID TO ARTISANS GHANA 
Five-Year Strateglc Plan 1998-2003 

I EXECUTIVE SUMMARY 

After eight years of supportmg the Ghanaian artisan commuty, ATAG has emerged as the key NGO 
leader m the Ghanaian craft mdustry, providmg economc opportumties through craft development for 
the rural and urban poor Wlestones such as the bmldmg of a new Craft Village, progressive design 
mnovations, aggressive marketmg outreach through trade shows and m-country buyer facilitation are 
major accomplishments To successfully contmue to meet and surpass the expectations associated wth  
h s  leadmg role, ATAG underwent a strategc plannmg exercise and SWOT analysis to idenhfy the 
cntical steps needed to bmld a solid foundation fi-om whch ATAG can move mto the next century The 
Conference on the Development of the Handicraft Industry held m December 1997, orgamzed under the 
auspices of ATAG, provided sipficant msight mto the needs of the craft commulllty It also provided 
recommendahons, for those m key positions, llke ATAG, to strengthen Ghanaian artisans' competitive 
advantage both locally and internationally Other key mputs to ATAG's p l m n g  process mcluded a 
study comrmssioned by ATAG on the perceptions of ATAG beneficiaries and a buyer's survey 
conducted by Aid to Artisans 

The growth dvections and implementation steps presented m ths  document draw together the hghlights 
and conclusions of the above activihes and the strategc planrung process undertaken by Aid to Artisans 
Ghana m Apnl 1998 and facilitated by Aid to Artisans and USAID Ths  plannmg activity served as a 
means to venfy ATAG's vision, mssion and objectives for the next five years, and to outlme the various 
orgmzational, programmatic and fmancial strateges needed to be successful 

One oi the most cnhcal underlymg factors drivmg h s  plan is the need for ATAG to become financially 
mdependent The plan reflects the expectation of receivmg donor fundmg, for the mtial four years 
Based on h s ,  it outlmes steps ATAG needs to take to transform its orgmzational structure by 
mcreasmg staff, addmg expertise (and new departments) m the areas of market-dnven product 
development/design, appropnate technology, marketmg, and retail stores, and, strengthenmg its ability to 
carry out effective craft busmess tramng and manage ~ncreased fmancial levels and responsibilities 
Equally important to financial sustamability is mcreasmg employment and the sale of Ghansllan 
handmade products, both locally and internationally To address these issues, ATAG w11 embark on the 
development of a Research, Resource & Design Center that wll  enable it to bnng Ghanaian product 
development and design to the forefi-ont of the marketplace, and address production capacity barriers 
Ths  Center w11 also provide the opportutllty to conduct in-depth research to assess the Impact of craft 
development on Ghana's envronment m relation to current raw materials and methods of production 
used It w11 gve attention to the use of wood m handcrafted products, for example, identlfy alternative 
sources to wood-fuel for fimg, create llnkages mth conservation msbtutlons engaged m reforestation 
programs, and identify other available, renewable natural resources 

A comprehensive marketing strategy for both the US and Europe IS also outhed, bmldmg on the needs 
of the vmous Qstnbution channels Market trends m the US and Europe provides a strong mche for 
Ghansllan products Those trends mclude multicultural awareness, emphasis on home, envronmental 
awareness, and m the US, the b r o m g  of Amenca The mverse of buyers m the U S and Europe 
relevant for Ghanaan craft producer/exporters mcludes large retailers wth  handicrafts as their core 
busmess, low cost discounters, design conscious mporters, small mdependent, Afr~can Amencan-owned 
retailers, department stores and fa r  trade buyers Durlng the ATAG Strategic P l a m g  Exercise, general 
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pnonties were set about whch buyer groups to target and focus on t h g  mto account both ATAG's 
goals for the craft sector and each buyer groups' charactenstics and purchasmg reqwements 

National goals have been set for hanhcraft export as a means to elevatmg the standard of livmg of 
Ghana W l e  the accomphshments of ATAG alone wl l  not accomplish these goals, the actions, 
programs and resources of ATAG w11 have a d e f m g  unpact on how, when and even whether these 
goals wl l  be achteved ATAG must be a visionary, an mnovator, an advocatellobbyist, a commu~u.cator, 
a diplomat, and an orgamzer 

Over the next five years, ATAG is embarkmg on a mssion that wll  dramatically mcrease the breadth 
and complexity of its operations and programs To ensure a successful transihon and outcome, the 
ATAG Board and Management must undertake, m advance of donor fundmg, a number of actions to lay 
the proper foundation The Board of Dvectors wl l  need to play an active role dumg h s  pre-grant 
phase Activities m ~s phase mclude 1) the development of a personnel strategy, 2) staff development 
and orgmzational restructumg, 3)  d e f m g  of ATAG's operations and services, 4) clarification of new 
program mtiatives and partners, 5) a strategy for lrnprovlng store performance and expansion, and 6) 
preparing finance and adrrrrmstrahon by developmg systems to manage growth 

ATAG's new hechon reqwes new admuustrative procedures, technologes, roles and responsibllihes 
and staffing patterns to meet client demand Some exlstmg positions wl l  be redefined, mcludmg the 
Executive Dvector, A h s t r a t i v e  Secretary, and the Manager of Fmance and A k s t r a b o n  The 
Nahonal Field Dvector wl l  be re-htled as Assistant ManagerField, workmg under the Operations 
Manager, a new position bemg developed, and the Program Coordmator re-titled as a Programs 
Momtormg & Evaluation Coordmator New positions to be added mclude a Stores Manager, Market 
Development Manager, Operations Manager and an Assistant ManagerlResearch, Resource & Design 
(RR&D), who w11 be workmg under the Operahons Manager 

Thls document was developed to gude ATAG, its Board and staff, through its next phase of 
development It is to be used on a monthly basis to plan and monltor activities, and on a yearly basis to 
revisit and revise, if necessary, its departmental and overall strategic plan 
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ATAG VISION 

ATAG's vision is to be a sustamable NGO, helping to move Ghana mto a mddle income country by the 
year 2020 by providmg cost effective assistance to local artisans, enabllng them to produce and deliver 
quality, marketable handicrafts 

ATAG MISSION STATEMENT 

h d  to Artlsans Ghana (ATAG), a non-governmental orgamzation, offers practical assistance to Ghanaian 
artisans, worlung m partnershps to foster artishc traditions, cultural vitality and commumty well bemg 
Through tralnlng and collaboration m product development, production, marketmg and busrness 
development, ATAG fosters sustainable economc and social benefits by way of employment creahon 
and Income generahon for craftspeople m an environmentally sensitive and culturally respectful manner 

OBJECTIVES 

1) To identie, expand and strengthen market lmkages for the Ghanaian handicraft industry 

2) To design and develop new, hgh quality product llnes m response to the market 

3) To mprove techcal  assistance m buslness management slulls and production capacity 
to craftspeople, producers and exporters 

4) To develop and assist a Trade Network (artisans, producers exporters) as an 
effective llnkage between the producer and the buyer 

5 )  To assist craftspeople, producers and exporters to access good quality raw matenals, 
tools and cred~t, appropnate production techtzlques and technology 

6 )  To bmld ATAG's capacity to deliver lrnproved servlces on a sustarnable basis 

7 )  To bmld ATAG as a financially sustamable entity 

8) To develop and strengthen lmkages w t h  relevant mst~tutions addressing the problems 
and issues faced by craftspeople, producers and exporters 
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11 MAGNITUDE OF THE OPPORTUNITY Presented by U S and European Markets for 
Ghana~an Art~san Craft Supphers/Exporters/Agents 

Market Definition "Afi-ocenttlc" is a general term that describes a wde range of personal and home 
consumer products sourced from Ahca  and across the Ahcan Diaspora, mcludmg the US, the 
Canbbean and Latm Amenca (e g Branl) Some products are authenbcally Ahcan in ongm wth  
traditional uses and functions ldse woodcarvmgs, baskets, and handwoven textiles Other products are 
Ahcan m origin but have been adapted to contemporary tastes and preferences (1 e woven textiles made 
Into pillows and table mats and wood masks maturized for use as Christmas ornaments) Still other 
products whtle not Ahcan m origm are Ahcan insplred ldse the prestige lme of Ahcan mobf scarves 
created by the French designer Hermes m 1997 Fmally, Afiocentnc also refers to products that reflect 
contemporary Ahcan Amencan hentage and culture, such as a calendar featumg jazz greats or black 
hstoncal figures 

A U S Trends Impact~ng the Demand for Ghanalan Handicraft Products 

Multicultural Awareness As the face of Amenca changes, U S busmess has begun lmplementmg 
marketmg themes of "dwersity" and "mclusiveness" whch are stdung a chord wth  all 
consumers Tlus multicultural awareness is shourlng up m Amencan livlng rooms m the form of 
ethmc motif home decorations (masks, baskets, and textiles), Branlian rain forest products, etc 
Many of these items are well smted for arhsan production m Ghana 

Emuhasis on Home Accordmg to the U S Bureau of Census, the median age m the Unlted States 
w11 reach 36 at the turn of the century, httmg 40 around 2020 With the matumg of the baby 
boom generabon m the U S , the emphasis has shfted from outward self-gratifjmg products 
(such as BMWYs) to mward self-grat~fymg products for the home Amencans are staylng at home 
more and want products that make the home environment comfortable and aesthetically pleasing 
The confluence of trends toward "home" and multiculturalism has expanded the market for 
reasonably pnced ethmc home accessones (plcture frames, pillows, candleholders, etc) Thrs 
trend is evident m the product focus of stores llke Pier 1 that source decorative home accessories 
fi-om artisans m over 40 countries mcludmg Ghana 

Environmental Awareness Recyclmg, clean technology, and renewable energy are major themes 
of the 1990's Translated mto a fashon trend, the envvonmental "look" is natural and 
&shed In the home funush~ngs market the focus is on decorabve accessones made of 
natural matenals (especially wood and cerarmcs), natural dyes, and hand pamted earthy colors 
Ghanaian masks, earthenware, metalwork and baskets, easily fit t h~s  new aesthetic and thus, can 
become ~rnportant elements of mtenor design 

The Brownma of Amenca U S demographcs are changing dramatically wth  the rapid growth of 
mmonty groups By the early 2 1 st century one-quarter to one-thrd of all Amencans wl l  belong 
to a racial or ethruc rmnonty Ahcan Amencans are the largest e t h c  group m Amenca, 
numbemg some 30 rmllion wth an annual purchasmg power of nearly US$400 bill~on 

The Ahcan Amencan deslre to retam, celebrate and pass on Ahcan trahtions and artifacts has 
created a market opportmty for Ahcan hanhcraft producers to supply U S retailers 
Afiocentrrc merchandise, most notably m gftware, decorative home accessones and apparel 
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Ghana, wth  its diverse product offemgs is a potentially mportant resource country for 
Afi-ocentnc merchankse Many Ghanaian products reflectmg mkgenous culture (mcludmg kente 
cloth, akuaba dolls, Admkra symbols and Ashanh stools) are already well known m the U S For 
the ATAG trade network, these products provlde a foundahon on whch to bmld 

B Slze of the U S Market for Afrocentr~c Products 

Ghanaian artisans have the potenbal to sell Into several major US markets, lncludmg home decor 
and gift, accent h t u r e ,  garden, and tabletop and lightmg accessones According to a U~uverse 
Study published m March 1996 by Home Accents Today, the entlre home accents umverse, made 
up of 10 categones (textiles, accent fwlllture, lightmg fixtures, portable lamps, area rugs, wall 
decor, table accessones, other tabletop, permanent botmcals, and collectibles) was estmated at 
$39 4 billion m retiill dollars Positiomng Ghanaian products m these varymg market nlches 
through market-dnven product designldevelopment w11 allow craft businesses to capture thelr 
share of the rndustry 

Estimated Size Few stahstics are available about the Afi-ocentnc market The estmated and 
potentral size of the of the U S market are based on research findmgs and are mtended to provide 
a rough order of magmtude rather than a precise measure 

The estimated size of the current U S market for Afi-ocentnc products is between US$400 and 
US$800 mllion, whch mcludes c l o h g  The lower figure is denved by addmg the retail sales 
of, lnter aha, Afi-ocentnc specialty stores, festivals mcludmg Black Expo, mamstream channels 
such as K-Mart, JC Penney, Dayton Hudson and Essence Catalog as well as IBN, the largest 
mporter of Ahcan c l o h g ,  fabnc and textiles and Eastern Arcade, the largest mporter of 
Ahcan amfacts and folk art, mcludmg masks, other woodcarvmgs, basketry and earthenware 

The hgher figure is estmated by focusmg on the core consumer for Afkocentnc products, 
Ahcan Amencans and assurmng that a certam percentage of Ahcan Amencan expenditure on 
apparel products, gift items, household fkmshmgs and housewares are Afrocentric Accordmg 
to the U S Bureau of Labor Statistics' Consumer Expenkture Survey, Akcan Amencans 
expenhture on the above mentioned product categones is $US 19 7 billion A s s m g  
conservatively that 4 percent of h s  expenkture 1s specifically Afi-ocentnc, the estmated market 
size for Afrocenimc products, mcludmg c l o h g ,  is just under $800 mllion Even th~s  figure 
would tend to be on the low side as it does not take mto account cross over purchases fi-om whte 
consumers, estmated to be sipficant, but mpossible to measure 

In sum, the U S market for Afrocentnc products represents a m d o w  of opportutllty for 
Ghanaan suppliers capable of delivemg goods m sipficant volumes, reliably and at a 
competitive pnce 

C Ghana's Share of US Craft Imports 

Estunates of US craft mports are llkely to be understated "Handicrafts" has no headlng or 
chapter wthm the Harmo~llzed Commod~ty Descnption and Codlng System (HS), the system 
used by customs authonhes, Importers and exporters to manage the classification of rnternabonal 
trade To track handicrafts, thus, reqwes a tedious review of numerous mkvldual product 
categones Ths  system of traclung is imprecise and some mports may go undetected 
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However, traclung 13 product groups readdy identifiable as handcraftedlhandmade articles, it is 
estmated that U S mports of hanhcrafts exceeds US$1 2 billion (1994 figures) of whch 
Ahca's share, less than 00 1 percent, is rrrrmscule Ghana's share is a tmy fiacbon of t h s  total 
Whlle exports fiom Ghana estmated at $4 7 nullion m 1997, worldwde, account for an 
mconsequential share of the U S market for handicrafts, they have sipficant potential based on 
recent trends and growmg U S demand for Afrocentnc products 

D European Trends Impacting the Demand for Ghanalan Handicraft Products 

The Western European home fumshmgs and decorative accessones market offers sigmficant 
potential for Ahcan crafts producers Many of the trends dr~vrng the demand for Afiocentnc 
products m the general market m the U S are also evident m Europe A comprehensive export 
marketrng program for Ghanaian craft producers must address these opportuties A small 
number of Ghanaian compames are already ehbitmg and havmg success More compames 
should have access to h s  market, and exlstmg compames should contmue to receive support 
until they are able to operate mdependently 

Emphasis on Home In Europe, a return to a "back-to-basics" mentality, spendmg more tune at 
home and spendmg more money to make the home a functional and fashonable place is dnven 
by the endutlng recession and by lifestyle preferences Llke m the U S , t h~s  emphasis on home 
opens many opportutllties for Ghanaian artisans to produce not only the traditional products for 
decorabve uses, such as masks, and sculptures, but also contemporary funcbonal products whlch 
address some of the major European home h s h m g s  categones of home texbles, h t u r e ,  bed, 
bath, garden and lutchen products 

Focus on Authentlcltv A second trend is a growrng interest m "authentic chc", that is slmple, 
traditional or e t h c  products and motifs promoted as decorative functional items Translated 
mto a fashon trend, authentic chc  is rusbc handmade products made usmg traditional techques 
Integrated rnto classic European home fumshmg styles 

Environmental Awareness In Europe the g r o w g  mterests m the ecologcal and envuonmental 
aspects of products mamfests m both sclenhfic and aesthebc ways For many customers m 
Europe (and the U S ), the environmental mpact of the matenals that make up the product, its 
fmsh and method of production is the d e t e m g  factor m buymg decisions T h s  is especially 
true m Germany For others, its is more an emphasis on natural matenals, colors, patterns m an 
almost "orgmc" style that is most appealing 

Estimated Sue There are no statlshcs on the size of the market for Afiocentnc products m 
Europe Europe, however, does mport more manufactured good from Ahca  than the U S and 
Japan comblned M l e  Qfficult to measure because of the Qversity of product defmtions, the 
EU home funzlshmgs market represents at least US$118 3 billion m retail sales annually (1992 
figures) Due to its size and favorable market trends Europe is an attractwe export opportumty 
for Ghanasan crafts producers 

111 MARKET STRATEGY BY DISTRIBUTION CHANNEL 

The a v e r s e  of buyers m the U S and Europe relevant for Ghanaian craft producer/exporters is 
very large However, at present only a small handful source directly from Ghana Exlstmg buyers 
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may be segmented mto four general tiers These are (1) large retailers wth  hanhcrafts as thelr 
core busmess such as Pier 1, Cost Plus, IKEA, and Passport, (2) low cost discounters who buy 
opportumstically such as Marmax, (3) design conscious Importers c o m t t e d  to sourcmg product 
fiom Ahca such as Bamboula, S w h h  Imports, Porcupme Arts and Papagayo, and (4) fau trade 
buyers such as Oxfam Tradmg (UK) and Serrv International (US) wth  a market focus llnked to a 
social agenda 

Conspicuously absent fiom Ghana is the small, mdependent, Ahcan Amencan owned retail 
segment of the Afiocentnc market These buyers, though still m the early stages of development, 
represent signtficant long-term potential gven theu focus on Ahcan Amencan shoppers, the 
core U S consumer for Afiocentnc merchandise 

Also absent fiom Ghana are large department store chains such as J C Penney and Dayton 
Hudson Ths  tier of retailers has enormous purchasing power and considerable choice about 
where to buy product They are accustomed to sourcmg from medium to large multmational 
manufacturers, usually m the Far East, wth  the ability to produce thousands of dozens of un~ts 
and the slull to deliver them throughout the year on a t~mely basis These buyers are demandmg 
and have little reservation about swtchmg sources if thew purchasing cntena is not met 

ATAG1s Role in the Development of the Craft Sector ATAG's role is to work wth  Ghanaian 
craftspeople, producers and exporters to take advantage of opportumhes to supply foreign 
retailers wth  Afiocentnc merchandise D m g  the ATAG Strategic Planning Exercise, general 
pnorities were set about whch buyer groups to target and focus on t h g  mto account both 
ATAG's goals for the craft sector and each buyer groups' characteristics and purchasmg 
reqwements 

A L a r ~ e  Retailers .\nth handicrafts as their core business, like Pier 1 and Cost 
Plus in the US and IKEA, Pier Imports, and Passport in Europe 

Ths  her of retailers wll  contmue to be a major focus of ATAG's program mtiatives It 
already accounts for a signtficant part of Ghana's artisan craft exports Buyers, like those 
mentioned above, source handicrafts worldwde and thus are very farmliar wth  the 
constramts facmg artisan producers In Ghana, these buyers have shown a wllmgness to 
calibrate order size and hmmg to country capabilities and have returned each year to 
place repeat orders 

Ghanaian-made products, however, account for only a tmy fraction of Pier 1's retail 
sales, wluch total just under $1 billion There is, thus, considerable scope for mcreasmg 
Ghanaian handicraft exports The fact is that Pier 1 could buy more if Ghana could 
produce more At present, enterpllse level constramts, partlcularly m the production base 
itself, hold back expansion of hanhcraft exports Consistent quahty, partlcularly 
un~form~ty of output, IS a persistent problem, especially as orders get bigger Inefficient 
production technology and know-how contmues to l m t  output Inadequate product 
innovation and development restricts the range of products bemg purchased 

ATAG1s role over the next five years is to put m place the strategies and programs 
( t r m g ,  techmcal assistance and appropriate technology) to address the constramts 
descnbed above As these production and product development constramts are 
alleviated, ATAG wll  be m a strong posltion to persuade large retailers to comrmt to 
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more products m two ways For buyers like Pier 1 who at present purchase lmted 
quantities m only two or three product categones ATAG's goal is (a) to encourage deeper 
sales m each category and (b) to mcrease the number of categones they are currently 
buylng m -- to add, for example, bed, bath and garden products ATAG, m consultabon 
wth  others, wl l  formulate and Implement marketing strategres to b m g  m new retailers 
fiom tlvs buyer group 

B Low Cost D~scounters who buy opportun~shcally, hke Marmax 

Low cost lscounters d l  be de-emphasized over the short to melum term In prachcal 
terms what tlvs means is that the needs of exlstmg buyers llke Mannax wdl contmue to be 
serviced, but no effort d be made to recnut adlhonal dscount retaders In general, 
these lscounters tend to be predatory m thev pncmg, mensitwe to producer capabihhes, 
comt ted  only for the short-term and present Ghana's products m a merchandsmg manner 
that degrades Ghana's hanlcraft slulls and talents 

The fiercely competihve nature of lscount retailmg reqwes these buyers to be tough 
negobators on pnce What tlvs means for Ghanaian suppliers is that there is very little 
margm for error Even small mssteps m produchon p1-g (and these will occur) can 
e l m a t e  the profit margm on an order altogether In Ghana, already a number of handcraft 
producer1 exporters are exporimg 50 percent or more of thev production to lscounters llke 
Marmax Tlvs places these supphers m a very vulnerable posibon and is cause for concern 

ATAG's role is two fold The first is to strengthen exlstmg screemg procedures Not all 
producerslexporters should be able to e h b i t  products for discounters at ATAG sponsored 
shows The second is t r amg,  parhcularly m the areas of costtng and pnce negohations, 
for those producerlexporters who are deemed ehgble to parhcipate m ATAG efibitions 

C Desl~n Conscious Importers committed to sourclng hlgh quahty handicraft 
products from Afr~ca, such as Bamboula and Swahh Imports ln the US and 
Porcup~ne Arts 0, Decor & Deslgn (Germany and the Netherlands) and 
Papagayo (France) m Europe 

The needs of ths  group of buyers w11 be assigned hgh pnonty over the next five years 
Then- f f i c a  focus offers Ghanaan suppliers the opportutllty to establish long-term buymg 
relabonshps Then- lower volume reqwements tend to be better matched to Ghanaan 
produchon capabihbes Thev focus on hgher quality products wth  more design content 
offers a hgher margm potenbal to G h w a n  producers/exporters 

ATAG's role w d  be to address the producbon and product development constramts 
hmdemg the expansion of exports for h s  group of buyers In many cases, improvements 
m producbon capability reahzed through learmng and expenence wth larger retsulers lke 
P~er 1 and lkea would be apphcable to these Importers However, h s  group is more 
focused on hgh quahty product design, viewmg it as a marketplace compehbve advantage 
For ATAG what h s  means is that for h s  her of buyers it wdl need to emphasize the 
provlsion of design servlces In fact, mporters, llke menhoned above, are llkely to be 
among the heavlest users of ATAG's new Resource Department as a source for new 
designs 
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D Small, mdependent, African Amencan-owned retailers such as 4W Clrcles 
and Tunde Dada 

The small, mdependent, &can Amencan-owned retail segment of the Afrocentnc market 
is an emergmg hstnbuhon mche whose current drect buylng is virtually nonexistent m 
Ghana today These stores source thev Ghanaan products through compames llke Eastern 
Art Arcade Large US buyers have made it clear that they are prepared to source 
Afiocentnc products m Asia if the country supply problems m Ahca cannot be sorted out 
Tlus is not a reahshc considerahon for small Afrocentnc retail stores whose predomantly 

&can Amencan customer base assigns mportance and value to product "authenbcity" 
and would not be recephve to Ahcan copy cat products made m Asia Therefore, like the 
design conscious mporters hscussed above, small Afrocentnc retail stores offer Ghanaian 
suppliers the opportumty to establish long-term relahonshps 

These stores also place strong emphasis on product design The long-term marketability of 
Afiocentnc products among customers m the US wdl depend on the successful evoluhon 
and adaptabon of product designs to more contemporary tastes and preferences For 
Ahcan Amencan buyers, hentage and culture considerahons strongly mfluence the 
product purchasmg decision Design ideas mcorporatmg mhgenous culture and wth 
mformahon on product use, ongm and function w11, thus, be key 

In the early stages, the orders placed by Afiocentnc retal stores is likely to be small Thx 
paves the way for development of buyer relationshps wth arhsan groups m Ghana who 
may othemse have no opportumty to export because thelr production capacity is too small 
to deal with the reqwements of large retailers llke Cost Plus or lrnporters llke Swahdi 
Imports 

ATAG wdl play a catalybc role m the development of Afiocentnc retal stores through 
the mplementabon of pilot 1111habves to strengthen the relahonshp between these stores 
and Ghanaian arhsan producers and exporters m the hanhcraft sector ATAG worlung 
wth  IBBEMEC, the US Mocentnc retail store trade associahon, and A d  to &sans, w11, 
as part of a collaborabve pllot mhahve between Ghanaan producers and Ghanaan and 
&can Amencan design talent, create a collechon of updated contemporary Afiocentnc 
products (me&a to be de temed)  for presentation at selected trade shows m the US and 
Europe 

ATAG and IBBEMEC wll  also work together on a pilot program to support cooperahve 
buylug between small Afrocentnc retal store buyers m the U S and small arhsan groups m 
Ghana 

E Department Stores, such as JC Penney and Bloomingdales In the US and Le Bon 
Marche, Pnntemps and Galer~e Lafayette m Europe 

Department stores very hgh volume reqwements and fomdable hstnbuhon channels 
gve them sigmficant clout m the market place to &ctate pnce and terms It is ophonal 
whether they leave thelr home offices to source products Department store buyers are so m 
demand that product vendors very often are w d h g  to travel the long &stances to vlsit 
them It is unreahshc to expect that department stores wll  figure sipficantly m the 
mverse of buyers vis~tmg Ghana m the foreseeable future 
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ATAG must, therefore, take a long-term perspecbve To approach department store buyers 
m the future, ATAG, through its program nuhatrves, must first have successfully upgraded 
the producbon and busmess management slulls of a sufficient number of 
producer/exporters to deliver arhsan craft products meetmg more exactmg des~gn, color, 
and grade specificabons m larger volumes, and slze assortments wlfh the correct packagmg 
and labels, on m e ,  and at a compehbve pnce 

In additron, ATAG, wrth GEPC, should explore the feas~bil~ty of es tabl i s~g,  m the future, 
a warehouse facility m the U S to facilitate the sale of Ghanaian artisan products to buyers 
unllkely to visit Ghana In h s  connectron, GEPC has hn-ed consultants to conduct a 
feas~bility study for such a warehouse ATAG and GEPC, gven theu common mterests m 
mcreasmg Ghanaian han&crafi exports, should discuss the findrngs and agree on next 
steps 

Long-term, ATAG, to promote exports and to make Ghansuan hanhcrafts more accessible 
to buyers unldsely to visit Ghana, should also explore the pros and cons of establish~ng a 
showroom m New York (such as 225 5th Avenue) In the last few years, country 
representabons m showrooms are becommg more and more common and may be an 
appropnate strategy for Ghana 

F Falr Trade Buyers wlth a Market Focus Llnked to a Soc~al Agenda, such as 
Oxfam Tradlng (UK) and Serrv Internat~onal (US) 

Ths group of buyers, wth  its strong focus on poverty alleviation through trade and profit wth  
pmciples, has a special role to play m hand~craft development m Ghana Buyers ldse Oxfam 
Tradmg (UK) and Serrv International are often wllmg to work m some of the most difficult 
environments (m terms of accessibll~ty and basic arnemties) wth  the poorest segments of the 
populatron, especially women By gvmg market access to these small, often disadvantaged 
producer u t s ,  Fau Trade buyers provide much needed opportumt~es for job creation and 
Income generahon 

ATAG can play a supportwe role to Fau Trade buyers m small and large ways T h s  
mcludes providmg transport for them to hard to reach locations, helpmg to address 
production constramts, through identification of appropnate low cost technology 
(mcludmg tools), and providmg artisans much needed trallllng m production planrung 
and schedulmg, product costmg, and slmple bookkeepmg By workmg wth  Fan Trade 
buyers, ATAG acheves one of its stated goals, whlch is to mcrease ~ t s  outreach and 
program lnltiatlves to some of Ghana's poorest regions, mcludlng the North 

IV ATAG IN CONTEXT 
ATAG has already established itself as a leadershp force mthm the hanhcraft development 
sector Milestones such as the bmldmg of new headquarters, progressive deslgn mnovations, 
aggressive marketmg outreach through trade shows and m-country buyer facil~tat~on are major 
accomplishments As ATAG stands on the threshold of an ambitious five year plan it may be 
useful to stand back and look at ATAG m the context of the sector today and how its anticipated 
program changes may mpact the sector's future S~mlarly, a reahstrc picture of ATAGYs 
strength and weaknesses mght help keep m focus issues and answers that have emerged 
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A ATAG's Role m the Hand~craft Sector 

Certam nahonal goals have been set for hanhcraft exports as a way to elevate the 
standard of livlng m Ghana W e  the accomplishments of ATAG alone wl l  not 
accomplish these goals, the actions, programs and resources of ATAG w11 have lmpact 
on how, when and even whether these goals w11 be acheved ATAG must be 

1 Visionary ATAG must be able to conceptualize the "big 
picture", to anticipate the next stages of growth for the sector It 
must understand the other "players" m the field and be prepared 
to position and re-position itself to meet needs, assist others 
whose role is key, but whose capabilities need bolstemg 
ATAG must be able to commmcate the vision m ways that 
mclude and advance the mterests of all sector participants 

2 Innovator ATAG, usmg the tools of technology, the slulls of the marketplace, 
and the trends of the global economy, must work to bridge the enormous gap 
between village craft and the world markets Respectfully utilimg the substance 
of Ghanaian culture and heritage, it must create cuttmg edge design concepts 
wth mversal appeal 

3 Advocate/Lobbylst It should encourage government to use its resources to 
remove obstacles and create additional opportumties for the sector to h v e  In 
the pnvate sector ATAG can help create a climate of respect for handcraft 
enterpnses as full partners m the economc future of Ghana, and partxipate m 
the policy-malung arena on behalf of the sector 

4 Cornmumcator By vlrtue of ATAG's progressive policies and mternational 
connections it will become the center for a wealth of information that wl l  be of 
tremendous value to all sector parhcipants Market trends, product mnovations, 
equpment, suppliers, program resources etc , must be shared to keep all abreast 
of new opportumties ATAG's newsletter can be a cnhcal tool m sharmg 
mformation, policy formulation and managlng the development of the sector 

5 Diplomat In a fiee flowmg, unregulated environment of busmess development 
and competition, conflict is mevitable The anticipation and resoluhon of such 
conflicts m wm-wm scenanos is crucial Issues of famess, ehcal  behavior, 
cooperahon, healthy vs predatory competition need consensus bulldmg and 
facihtation to create an env~ronment conducive to progress 

6 Orgazer By bmglng sector members together, revealing thelr common 
mterests, and suggestmg ways for them to cooperate for mutual benefit is a low 
mtensity, hgh mpact endeavor The Trade Network is an example, but future 
efforts mght focus more on facilitation, and match malung, rather than hands on 
orgamzation and operation 

As ATAG enters the next phase of its operation, addmg program and staff to an already 
d y n m c  operatmg agency, equal weight and considerahon should be glven to its 
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program and its facilitation roles 

B ATAG's Strengths 

Through ATAG's strategic p l m g  exercises, a clear picture of ATAG's strengths have 
emerged In most cases, the strategc plan bulds upon and re~nforces these assets For 
convemence and focus they may be grouped as follows 

1 ATAG the Orgamzation Recogmzed as the leadmg Ghanaan NGO w o r h g  m 
the sector, wth  a substanhal track record of accomplishment A fomdable 
rmssion statement and set of objectives to chart its course A flmd and effective 
orgamzational structure, and an mstitutional culture of service and sacrifice to 
advance the orgamzation's goals 

2 People The Board of Directors is energetic, comt ted ,  resourceful and 
d e t e m e d  to accomplish the orgamzation's objechves The Execuhve Dlrector 
is extremely well qualified and well sulted to lead the orgamzahon, possessmg 
strong talents as adrrrrmstrator, advocate and diplomat The staff as a whole is 
brelessly dehcated to ATAG and accustomed to gomg beyond the scope of their 
job descriptions to serve the orgmzation's mterests The Trade Network 
Members, many of whom have benefited greatly fiom ATAG programs and 
services, are useful extensions of the orgamzahon's capacity to gather and 
dissemmate mformation, and to anticipate and solve problems m real, rather than 
theoretical, environments 

3 Program ATAG programs address real needs, have been demonstrated to be 
successful, and serve a varrety of constituencies at appropnate levels New 
programs and services have been proposed, and extstmg programs have been 
reformatted to address perceived weaknesses New mtiatives m product design 
and development, marketmg and retail expansion, by then nature, w11 redefine 
the capabilities and perceptions of the sector, not only m Ghana, but abroad 

4 Approach The ATAG approach to its rmssion is a valuable asset The 
combmation of program and advocacy, the coalition buldmg, the openness to 
new ideas, the wllmgness to make substantwe changes when necessary, and the 
wlllngness to critically self-evaluate are all qualities that spell success and avoid 
stagnation and isolahon The wllmgness to accept the challenge of the ATAG 
mssion and objectives, to perceive them as doable, and to be prepared to do 
what is necessary to see that they come to fhution wl l  contmue to yleld major 
accomplishment 

5 Expertise ATAG contmues to amass a wealth of knowledge about service 
delivery, t r a m g ,  busmess development, mternational marketmg, exportmg, 
busmess and government relations, the NGO commumty, donor resources and 
orienta~on, Investment opporhmhes, Income generation, and grant management 
Possessmg these Insights confers the status of authority upon ATAG, and opens 
opportmties to consult, advise and develop new projects m pursult of its goals 

6 Resources Beyond pursumg donor fundmg, ATAG has a wealth of resources 
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that it bmgs to the sector wrth buyers, NGOs and government agencies The 
ATA connecbon has and d l  contmue to be tremendously fhitful Proposed 
connections through IBBMEC wth the Ahcan-Amencan retailers, mternational 
and local design consultant mputs wl l  contmue and grow ATAG stores wl l  
provide not only revenue sources, but also Important feedback from consumers, 
and a valuable public presence and posibve mage for ATAG 

C ATAG's Weaknesses 

The weaknesses revealed m the ATAG strategc planntng exercises are addressed m the 
Strategrc Plan by creatmg new departments, by providmg for the humg of new 
department managers and support personnel, by addmg programs and operations, by 
realignmg key staff funcbons and lmes of responsibility to buttress weaknesses and 
mmmuze production fulfillment bottlenecks, and, by creatmg and enhancmg revenue 
streams to expand and sustam ATAG's operatmg budget Below are the strateges 
employed to address the constramts identified 

1 Fmancial Sustamability Plan wl l  address 

a Inadequate earmng capacity and over dependence on donor funds 
b Over dependence on one major donor 

2 Expected donor fundmg wl l  mandate competitive salary levels and provlde for 
essenbal new staff positions, addressmg 

a Inadequate Staffing 
b Absence of Marketmg Specialist m Management Team 
c Low level remuneration for staff 
d Absence of ATAG presence m major producmg regons of the country 

3 Pre-grant and ongomg staff t r m g  and onentation w11 strengthen exlstlng staff to 
prepare for growth and operational change as well as mtegrate new staff mto the 
orgmzabonal structure whch wl1 address 

a Lmted t r a m g  and market exposure for staff 

4 New Research, Resource and Design Department wll  address 

a Inability to fmd solutions to techcal  problems 
b Inability to address issue of p~racy of designs 
c Inability to readily access ~nformation 
d Poor documentabon of acbwties of the sector 

5 New Marketmg Department w11 address 

a Inadequate attention to the promotion of the local market 
b Inadequate publicity and promotion both locally and abroad 

D The New ATAG Vision for the Future 
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With l u t e d  resources and a wealth of lmagmation and personal comrmtment by staff 
and Board of Dlrectors, ATAG has overcome many obstacles and accomplished its 
mtial goals The strategic plan goes the next step by addressmg perceived needs, 
providmg resources and identifymg strategies for accomphsbmg stated objechves 

If the past is any mdicahon, the possibilities are mcalculable Let us sketch a picture of 
what h s  future could look llke It is not unreasonable to assume, if the five-year plan is 
successfully mplemented, that m the year 2003 ATAG stores w11 be one of the leadmg 
trend setters for craft products on the &can contment Buyers fiom anywhere m the 
world should be able to electromcally access an on-lme catalog of ATAG-related 
products, updated m real tune wth  new ideas cormng from production centers 
throughout the country 

It is foreseeable that the ATAG model wl l  be replicated m other countnes m A h c a  
ATAG may well have showroom presence m the US, a core group of sales 
representatives and a hghly competent orgmzation facilitating the export of Ghanaan 
handicrafts 

ATAG is a worthy home for ths  vision, and has demonstrated, through achon and 
mtegtlty, that it is mdeed up to the challenge 

V PRE-GRANT PHASE "HOUSE CLEANING" IN PREPARATION FOR THE LAUNCH 
Over the next five years, ATAG is embarlung on a mssion that wl l  dramatically lncrease the 
breadth and complexity of its operations and programs To ensure a successful transition and 
outcome, the ATAG Board and Management must undertake, m advance of donor fundmg, a 
number of acbons to lay the proper foundahon 

A Board of Dlrectors Establish policies, procedures, mssion and objechves for ATAG 
Has ultlmate responsibility for the orgamzahon's fmancial performance, mssion 
fulfillment, development and future direction Responsible for the b g  of executive 
personnel In t h ~ s  pre-grant phase, the Board of Dlrectors should 

Clmfy Objechves and Performance Cntena wth  Executive Dlrector 
D e t e m e  Scope & Lmtahons of ATAG Programs 
D e t e m e  ATAG roles and pnoritize 
Determe program scope for developmg proposal to seek donor fundmg 
Rework salary structure and job descriptions for grant proposal 
Review and amend personnel policies and develop manual 
Hue new staff positions, Market Development, Stores, RR&D Dept 
Pnontrze mcome/fimdmg sources, authorize program mtiatrves 

B Personnel Stratem With the advent of donor fundmg, whch w11 mcrease the size of 
ATAG as much as 300%, and the goal of fmancial self-sufficiency by the Year 2003, key 
management posihons are bemg created To recmt managers wth  the expenence 
necessary to accomplish the objectives set out m th~s  plan requlres change m ATAGYs 
current salary and benefit structure As Ghana's economy grows, the competihon for 
expenenced and tramed personnel is mtensifylng The success of ths  plan rests on 
huvlg the best talent for the job at appropnate salary levels 
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Aid to f i s a n s  Ghana five-year strategic plan requlres new adrrrrmstrative procedures, 
technologes, roles and responsibilities, and staffing patterns to meet client demands 
When such change is rntroduced mto an orgmzation, even planned change, new 
challenges and demands put stresses on the orgamzation -- structurally and functionally - 
- and the people responsible for mplementmg the change Some of the challenges that 
accompany the change process are resistance, conflict, cornmumcation breakdowns, 
confusion about roles, and leadershp issues 

Orgmzational Development (OD) Specialists are people expenenced m helpmg 
orgmzations and the mdividuals m them to develop workable operatmg plans for 
managmg and mastemg the change process, utilimg creahve and proven techques to 
unprove qual~ty, enhance performance and solve problems OD Specialists m11 help 
ATAG anticipate the unpacts of change on the orgamzation and m&viduals mvolved, 
and develop strategies to 

1 clmfy lmes of cornmumcation, authonty, and roles and responsibilities, 
2 onent and mtegrate new employees Into the orgmzation to promote thelr 

performance success, 
3 delegate more responsibility and decision-makmg to the management and fiontlme, 
4 staff as appropnate, thereby fieemg the Executive Duector to focus on overall 

orgamzational pnonhes, and promotmg staff growth and development, 
5 idenhfy exlstmg strengths mthm the orgatllzatlonal staff and potential for growth m 

order to best utilize theu abilities, knowledge, slulls, and mterests and the best way 
to use them, 

6 idenhfy areas for t r a m g  to promote staff success as they assume new roles and 
responsibilities, and, 

7 mprove teamwork 

C ATAG Staff Oraamzation Assessment and Development In preparation for the 
assumption of a greater work load and responsibility, it may be useful (wth the 
help of an Orgmzational Development Specialist) to conduct a staff "tune up" 
for more efficient and productive operation Areas of considerahon may 
mclude 

1 clan@ mssion and objectives for staff, 
2 review and modification (as necessary) of job 

descnptions, 
3 create job description for new positions (see VI), 
4 redrawmg (as necessary) of lmes of responsibility, 
5 delegation of responsibihtles, 
6 exarmnation of compensation ~ssues, 
7 staff utdization of external resources to lncrease 

effectiveness, 
8 review/mod~fication of personnel policies, and, 
9 establish momtomg reqmements for grant, staff and 

program performance objectives 

D Defimtion of Scope The resources of ATAG, no matter how slullfully managed, 
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are not mfiite It is important that ATAG set some real parameters to define 
and l m t  the scope of its operations and services to real and manageable targets 
Given the lmtahons of personnel, transportation, and geography, ATAG may 
wsh to decide 

1 Which regions can be served m what order of pnonty' 
2 WhIch craft media w11 be focused on? (Perhaps all craft media 

can be marketed, but only a few w11 receive raw matenal, tool, 
eqmpment, product development and design services ) 

3 What level of support wl l  be given to small-scale artisans versus 
large-scale producers? 

4 What roles will ATAG play m the handicraft sector and how do 
they rank by pnonty7 

E Resource Identification ATAG's effectiveness can be greatly leveraged if it can 
utilize and mobilize exlstmg government, pnvate sector and NGO programs, 
personnel and resources Exlstlng groups may be persuaded to adopt or 
pnontize ATAG objectives to give louder voice or broader support for an issue 
ATAG advocates (e g craft mstruction bemg mcluded m the JSS curriculum) A 
comprehensive catalogmg of these resourceslmstitutions 1s needed and may 
include the followmg 

1 objectives of each program, 
2 identification of key personnel, 
3 possible connecting or overlappmg pomts wth  ATAG program 

(e g Technoserve, Conservation International, etc ), 
4 classification of resources as program, economc, personnel, 

etc , and, 
5 classification as can assist ATAG, needs ATAG, coalition for 

advocacy and lobbylng for handicraft sector, etc 

F Operations Deuartment In preparahon for h s  new department the follourlng activities 
should be undertaken pnor to project implementation 

1 mterview for Manager position 
2 mterview for Assistant Manager/RR&D, 
3 create draft Product Development & Design Strategy, 
4 coordrnate wth  Assistant ManagerIField, and 
5 coordmate wth  Market Development Manager 

G Stores In order to prepare for the Stores Manager to assume responsibility for 
ATAG stores, a comprehens~ve analysis of the stores' operations and 
performance to date 1s necessary Ths mformation w11 enable the new Manager 
to "kt  the ground runrung" or at least provide baselme data upon whch an 
operation can be developed ATAG should undertake the folloulng 

1 prepare Stores Manager's job descnption, 
2 revlew accountmg system, 
3 review of current mventory and purchasmg system, 
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4 review of current merchanhse strategy, 
5 assessment/review of current stores' operations mcludmg sales, gross 

margm and net mcome performance, 
6 analyze sales generated at current store locations, define prototype 

stores (size, volume, expenses, structure, profit), and, determme and 
prioritize location of future stores, and, 

7 establish sales goals 

H Fmance & Admmstrahon In preparation for mcreased funds, Fmance & A h s t r a t i o n  wll  
need to 

I evaluate current computer hardware and software performance, 
2 evaluate financial system used for donor reportmg and retail stores 
3 evaluate current Fmance & A h s t r a t i o n  staff capacity, and, 
4 develop accountmg, procurement, and personnel policy manuals 

VI ATAG's FUTURE ORGANIZATIONAL STRUCTURE 
Usmg the attached orgmzational chart as reference, it may be useful to bnefly outlme the 
responsibilihes of each position and review or re-draw lmes of authority m light of the new 
positions whlch are proposed 

A EXECUTIVE DIRECTOR 
Reports dvectly to the Board of Dvectors Responsible for the management and 
operahon of ATAG m accordance wth  policies set by the Board Responsible for the 
mamtenance of records and the tlmely submission of all reports reqwred by law or m 
compliance wth  any contracts or program grants Responsible for ensung that 
appropnate fmancial and admmstratlve systems are m place to manage mcreased donor 
fundmg Responsible for networlung and orgmzational outreach for resources and 
collaborations Charged w t h  managmg all personnel to effectively accomplish the 
ATAG rmssion & objechves ATAG's publlc spokesperson, and pmary liaison wth  
other agencies, orgmzations and m&viduals that may assist ATAG efforts Recruits 
and hves staff and a b s t r a t i v e  personnel 

B ADiWNISTRATnTE SECRETARY 
Specifically assigned to assist the Executive Dlrector on the day to day management of 
ATAG In adhtion to normal secretanal functions, duties may mclude o r g m m g  new 
office management, supphes and work flow systems to accommodate new staff, 
assigmg office and work spaces (temporary and permanent), bookkeepmg, personnel 
supervision, coordmahon of meetmgs, office and site management functions, client 
services (th~s person m11 be the first polnt of contact for all visitors/clients to ATAG to 
ensure that appropnate llnks are made fi-om the onset, thus prov~dlng more effective and 
tlmely service), and, agency representation, all at the supervision of the Executive 
Dlrector 

C FINANCE & ADMINISTRATION MANAGER 
Reports to the Executive Dvector Responsible for the financial management and 
operations of ATAG, rncludmg financial records, accountmg systems at agency and 
program levels, and payrolls Prepares fmancial reports as requred by law or m 
compliance wth  contracts and program grants Mamtams records and prepares reports 
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reqwed to monltor the fiscal projections and performance of ATAG projects, programs 
and departments Recommends for lure adhtional personnel as may be reqwed to 
perform these funcbons Such personnel would report hect ly to the Manager of 
Flnance & A h s t r a t i o n  

(NE w POSITIONS) 

D STORES MANAGER 
Reports to the Executive Dlrector As a new position m the orgamzational structure, the 
Stores Manager is expected to bmg sigmficant small stores 1 retail management 
capability to ATAG The Stores Manager wl l  d e n t  an emstmg system of 3 stores and 
personnel, and be requlred to modify or introduce systems of accountmg (m 
collaboration wth  Fmance & Adnurustration), mventory, purchasmg, merchandismg, 
advertising and promobon The Manager mll assume the day to day tactical 
responsibilibes, and mll  also support the ATAG organmbon m a strategc financial 
plannmg role Responsible for store operations encompassmg human resource issues, 
t r m g ,  cash management, visual presentation, housekeepmg and secunty Provides 
development plan for stores mcludmg merchandising, theme, decor, design, concepts and 
product differentiation Responsible for chartmg, projecting and meetmg mhvidual 
store and overall retail sales goals Responsible for mventory levels and secunty Offers 
mput to the Operations Department on product design reqwements, product lmes 
suggestions, and customer feedback She wl l  also dlrect merchandise logistics mcluding 
warehousmg, dis~bution, and quality control Responsible for the huvlg and or t r a m g  
of store supervisors, and sales staff Such staff wl l  report dlrectly to the Stores 
Manager Responsible for real estate, store expansions and negotiations wth  contractors 
m consultation wth  the Executive Director, Fmance & A h s t r a t i o n ,  and the Board of 
Directors In collaboration wth  Fmance & Adrmmstration, responsible for 
lrnplementation and mamtenance of the POS information systems 

E MARKET DEVELOPMENT MANAGER 
Reports to the Executive Dlrector As a new position m the ATAG orgamzabonal 
structure, the Market Development Manager wl l  be expected to assess and assume 
current marketmg efforts and fold them mto a new and more comprehensive approach 
Background for t h s  positlon should mclude at least 10 years of sales, trade show 
marketmg and quality customer service expenence Responsible for definmg, positionmg 
and presentmg GHANA Handicrafts and the production capabilities of the sector to the 
global marketplace m ways that conforms to the mssion and objectives of ATAG 
Coordmtes tradeshow representation, solicits buyers and facilitates thew reqwements 
Interfaces wth  resource department to Introduce new k e s  of product and new product 
designs to meet market demands Momtors appropnate market and design trend research 
to forecast opportumties and future d ~ e c t ~ o n s  Tracks performance of GHANA product 
m stores Develops mformational hangtags, promotional campsugns, brochures, catalogs 
and advertlslng as needed Collaborate closely wth  the Operations Department and 
represent ATAG generally m all public relations activities and promohons 

F OPERATIONS MANAGER 
Reports to the Executive Dlrector A new positlon whch seeks to coordinate and 
manage market-dnven product innovation and hanhcraft production capacity m a more 
efficient and visionary process The Operabons Manager wl l  oversee and work closely 

I A d  to Artisans Ghana Strategic Plan, June 1998 Page 18 



wth  both the Assistant Manager1 RR&D and the Assistant ManagerField to strengthen 
and ensure successful product development, product design, produchon processes, and 
production fulfillment Responsible for mtroducmg new t ramgs  based on new 
technology and information to the Assistant ManagerEield for mplementation and 
coordmation Coordmate relevant achvities and resources mth the Market Development 
Manager The Manager ulll estabhsh a RR&D Center and hue an Assistant Manager to 
help develop the functions of the Center and Implement Center achvihes and programs 
The Center w11 serve several funchons provide market trends, baselme data & mdustry 
stahstics, sourcmg of raw matenals, issues and soluhons related to the envlronrnental 
mpact of craft development, appropnate technology alternatives, product design, qual~ty 
standards, labelmg and packagmg, hstorical documentation of craft disciplmes, visual 
database, catalogs, and magazmes, and assistance m the development of brochures and 
an electromc design network The Center wl l  collaborate closely w t h  the Assistant 
ManagerField to llnk the needs of the artisans wth  the capab~lihes of the Center 
Experience for t h s  position should mclude 10 years experience m mdustnal design 
and/or small-scale product~on 

G PROGRAMS MONITORING & EVALUATION COORDINATOR 
Reports to the Execuhve Duector Given mcreased reportmg requirements that 
mcreased donor f i d m g  w11 call for, it is anhcipated that a separate lme of techcal  
assistance be provided to the Execubve Dlrector to comply wth  these ngorous reportmg 
reqwements The current Programs Coordmator position w11 be strengthened and 
refined to take on the added task of momtonng and evaluation At the onset, t h ~ s  
funchon mll  need an external consultant to provide externalhternal and objective 
evaluat~on for ATAG semor staff of the effectiveness of a vanety of programs, or 
progress towards stated targets and objectives, develop ATAGYs momtomg and 
evaluation system to meet grant requrrements, and, to tram the PME Coordmator and 
other relevant staff Conduct rmd-term and fmal evaluations 

VII MARKET DEVELOPMENT DEPARTMENT STRATEGY 

The goal of tlus department is to identify, expand and strengthen market lmkages for the 
Ghanaian hanhcraft mdustry by 1) doublmg purchases by and expandmg the product categones 
of current large volume retall buyers, 2) doublmg purchases by and expandmg the product 
categones of current mehum size buyers who reqwe movative Ghanaian design and product 
&versification, 3) attractmg new buyers fiom large volume retail stores and medium size buyers, 
4) culhvatmg and attractmg movahve (small and emergmg) buyers (specialty stores and Ahcan 
Amencan retailers) who operate m both mche markets and the rnamstream, 5) placmg a special 
emphasis on Europe, whle contmumg marketmg efforts m the US, m an effort to expand the 
market base and capture market opportumbes for the Ghanaian handicraft commuty, and 6 )  
develop opportumties for sale of Ghanalan handicrafts m the local market 

A Year 1, Quarter 1 [for US & European Markets] 
1 Hu-e Market Development Manager 
2 Research & Analysis of Buyer Umverse 

a Create a database of buyer mverse 
b D e t e m e  current level of each buyer's spending for major product categones 

textiles, decorative accessones, h t u r e ,  and garden 
c Determme pnce pomts 

A d  to Artisans Ghana Strategic Plan, June 1998 



3 Market Trend Report (purchase m Q1 whle t r a m g  to develop mternally, if appropnate) 
a Conduct workshops m c e  per year on current market trends 
b Provide copy to resource llbrary 

4 Trade Show Preparation 
a Investigate potential trade shows 
b Gather applications for major shows idenbfied as targets m preparation for 

parhcipation as many have a 3-5 year waitmg list 
c Develop trade show cntena for successful parhcipabon m shows 

5 Host local trade fair (Y 1 Q 1) 
B Year 1, Q2 & Q4 

1 Exh~bit at NYIGF and Frankfurt show 
2 Obtam updated producer/exporter evaluations from RR&D Center (Q2) 

C Year 1, Q4 
1 Consider warehouse facility m US 
2 Review feasibility study conducted by GEPC 
3 Develop a marketmg strategy for Afrocentric m-store boutiques (presentation whch 

mcludes the concept, merchankzed lmes and &splay) 
D Year 2 , l"  Half 

1 Develop promotional matenals (brochure, catalog, hang tags, etc ) 
2 Develop & distribute market trend report 
3 Exhbit at NYIGF and Frankfurt show 
4 Exhbit at National Retail Federabon Internabonal Pavilion (NRFIP) 
5 Obtm updated producerfexporter evaluations from RR&D Center 
6 Host local trade faw 
7 Facilitate the development of relahonshps between representatives of Ahcan American 

retsulers and Ghanaian artisans/producers 
E Year 2, 2nd Half 

1 Make market presentations to US buyers and European Buyers (targetmg large retailers 
wth handicrafts as core lmes, large department stores) 

2 Conduct workshops related to how to make market presentations to buyers (partic~pants 
make presentation, a video of whch wl l  be cnhqued by other participants and 
facilitators) 
a For agents/exporters 
b For producers/artisans 

3 Marketmg mssion for Afican Amencan retail representatives to Ghana 
4 Develop & hstnbute market trend report 
5 Exh~bit at NYIGF and Frankfurt show 
6 Obtam updated producer/exporter evaluations from RR&D Center 

F Year 3,1St Half 
1 Exh~blt at IBBMEC (reverse marketing msslon) 
2 Investigate warehouse locatlon consldemg easy port-of-entry and legal logist~cs of 

estabhshg busmesses 
3 Design Ghanaian brand logo 
4 Develop marketmg strategy for Ghanaan brand logo 
5 Update promotional matenals 
6 Obtam updated producer/exporter evaluations fiom RR&D Center 
7 Host local trade f m  

G Year 3, 2nd Half 
1 Consider US showroom presence 
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2 Establish warehouse facility 
3 Introduce Ghanaian brand logo mto mternational market 
4 Establish web site for showroom 
5 Obtam updated producer/exporter evaluabons from RR&D Center 

H Year3 
1 Ongomg ehbitions m US & Europe (2 per year per market) 
2 Ongomg nabonal account presentations m US & Europe 
3 Develop & hstnbute market trends report ( m c e  yearly) 

I Year 4 
1 Pursue additional marketmg opbons (Atlanta, B m g h a m  (UK), f igh Pomt, etc ), sales 

representative groups and expand mternet marketmg 
2 Ongomg ehbitions m US & Europe (2 per year per market) 
3 Exhbit at IBBMEC 
4 Host local trade f m  
5 Ongomg national account presentabons m US & Europe 
6 Develop & hstnbute market trend reports ( m c e  yearly) 
7 Obtam updated producerlexporter evaluations from RR&D Center 
8 Update promotional matenals 

J Year5 
1 Ongomg ehbitions m US & Europe (2 per year per market) 
2 Exhbit at IBBMEC 
3 Host local Trade Fau 
4 Ongomg national account presentabons m US & Europe 
5 Develop, dismbute and conduct workshops on market trend reports (turlce yearly) 
6 Obtam updated producerJexporter evaluations from RR&D Center 
7 Update promotional matenals 

- 

VIII OPERATIONS DEPARTMENT 
Ths  new department combmes the funcbons of product design and development, production 

A 

process problem solvmg, research for market expansion, matenals & equipment sourcmg, and 
new design concepts The Department wl l  create a Research, Resource & Design (RR&D) 
Center, whlch w11 be staffed wth  an Assistant Manager/RR&D, and coordmate its acbvlties 
wth  the Assistant Manager/Field to obtam accurate assessments of m s a n  production needs 

A 

The Center will then develop appropnate solutions, uslng field staff to rntroduce new methods 

- and momtor adaptabons Because many functions are assigned to t h s  department, care should be 
taken establish a solid operatmg framework, and a good understandmg of the capabilities of 

- relevant staff, before lntroducmg adhtional funcbons and operations 

A Define functions and programs of the RR&D Center (pre-grant) 
1 Defme functions (whch are new, whch w11 be transferred) 
2 Job Descriptions of Personnel (new hlres & exlstmg) 

B Establish Operaixons Department (Year 1) 
1 mre  Operations Manager (determine additional staff requirements) (Ql) 
2 Create RR&D Center and develop product design & development strategy 

(Q2) 
a Coordmate wth  Market Development Manager (41, then ongomg) 

1 Establish Targets (43) 
2 Identify market cycles and product needs (43) 
3 Receive product & design suggestions (43, then ongom) 
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b Coordmate wth  Assistant ManagerRield (Ql, then ongorng) 
1 Assess what has been done to date and analyze current 

production methods (Q 1) 
2 Identify and pnontize production and fulfillment problems (Q 1) 
3 Analyze the environmental lmpact of raw matenals, such as 

wood, and producbon methods as they relate to the development 
of handicrafts (Ql) 

4 Develop ackon plans (42) 
5 Implement new field staff roles (Q2) 

c Implement Product Design & Development Strategy (Ql) 
1 Pnontize for implementation (42) 
2 Staff Onentation (42) 
3 Commumcate wth  Trade Network (43) 
4 Phase-m program operahons (Y 1Q3-Y3Q2) 

3 Artlsan, Producer, Exporter, Agent Cerhficahon (ongomg) 
a Catalog exlstlng sector participants for database (Y 142) 
b Field staff conduct interviews & evaluations (Y 1Q3, Y2Q2- 

Y5Q2) 
c Develop certification cntena wth  Trade Network Members 

(YlQ4) 
d Create evaluation form for each producer and exporter group, 

identifying (Y 1 Q 1, update yearly) 
1 type of production [me&um(s) used] 
2 level of production [e g 1000 pieces per month] 
3 number of workers 
4 average delivery tlme 
5 Pncmg 
6 terms of payment 

e Conduct or refer to basic tramng (Y2Q1) 
f Issue certificahons (Y2Q2) 

4 Art~san Educahon (Y2Q 1, then ongomg) 
ATAG's role here is llkely to be more of a coordmator and advocator than a 
program operator It is probable that elements of a craft cmculurn already 
exlst, requvlng the need for research and coordmation, rather than creation 
ATAG w11 play a leadershp role m promotmg the concept of a viable career 
path for craft workers 

a Research Craft cmculum model (art teachers wl l  help) (Y2Q1) 
b Propose pilot project (one year, one school) (Y3 first half) 
c Collaborate wrth educators for development of craft cmcu la  

(Y4-Y5) 
d Examme personnel practices, compensalxon, contracts wth  

Trade Network Members (refer to c o m t t e e )  (Y2Q1) 
e Proposal presented, amended, recommended (Y2Q2) 

5 Artisan Career Development (Y2Q 1, then ongomg) 
a Examme personnel prachces, compensation, and contracts wth  

TN Members to offer basic pmciples and guldelmes (Y2Q1) 
b Create career path wth  stages, education and tramng 

requirements compensation scales, busmess & professional 
opbons (Y2Q2) 
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c Ongomg advocacy for craft career development (Y2Q1, then 
ongoing) 

6 Copyright & Product Design Registry Protection (Y 1-Y2) 
a Encourage producers to develop company-label products 

(YlQ3) 
b Encourage mastercrafters to sign thelr work (Y 1Q3) 
c Examme exlstmg laws/ refer to attorney for recommendahon 

(Y2Q 1) 
C Establish RR&D Center component of the Operat~ons Department 

Many of the cntical functions of the Operations Department will be Implemented by the 
RR&D Center The Center wl l  be responsible for product design and development, 
applicahon of appropnate technology and machmery, and mternet cornmumcation and 
research The followrng acoons are reqwed to mtiate the Center's program 
1 Hue Assistant ManagermR&D (Y 1 Q2) 

a D e t e m e  ad&tional personnel needs (employ or contract) (Y 1 Q 1) 
2 Establish Resource Library 012-Y5) 

a Collect hstonc and cultural mformahon on designs & meha (YlQ3, update 
as needed) 

b Trade Journal / Design magazlne subscriptions (Y 1 Q3, then yearly) 
c Matenals & equlpment catalogs (Y 1Q3) 
d Craft mstruction books & videos (Y 1 Q3) 
e Bmld database of products, producers, exporters, designs (Y 1Q3, then 

ongomg) 
f Refine and update ATAG's Website ((Y 1 Q I -Q2) 
g Explore website possibilities for stores, producers & exporters (Y2Q 1) 

3 D e t e m e  Computer / Internet Applications (ongomg) 
a D e t e m e  system reqwements for ATAG & Center (Y 1Q3) 
b Determme software reqwements for ATAG & Center (Y 1Q3) 
c Purchase computer & software (Y 1Q4) 
d Tram staff (Y 1 Q4, then ongomg) 
e Update hardware & software as needed (Y3-Y5) 

4 Tools & Materials Bank Program (Y2-Y5) 
a Evaluate exlstmg program (Y2Q 1) 
b C o m t  resources & operate (Y2Q2, then ongomg) 

5 Provlde Deslgn Resources to Sector (ongomg) 
a D e t e m e  levels of service for artisans, producers, and buyers (Y 1Q3) 
b Fee scale where appropnate (Y 1 Q4) 
c Conduct workshops (Y 1Q4, then ongomg) 
d Identify and Interview local design consultant canhdates (Y 144) 
e Identify mternat~onal des~gn consultant candidates (Y 1 Q2) 
f Schedule slte vis~ts & workshops (Y 144, then ongomg) 
g New Product Development (ongomg) 

1 Des~gn enhance exlstmg products 
2 Develop new product llnes 
3 Matenal fusions and production collaborations 
4 Light & mass manufactumg applications (Y3) 

6 Appropnate Technology (ongomg) 
a Research equipment through trade journals (Y 1 Q3) 
b Field staff reports on machery  needs (Y 1 Q2) 
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c Acqusition & use strategies (Y 1Q4, then ongomg) 
1 purchase & lease 
2 buylng collective 
3 111dmdual purchaser - jomt use 

d Use of Techmcal Consultants (Y 1Q4, then ongomg) 
1 Pnontize needs (Y 1Q2) 
2 Idenhfy consultants and sources (Y 1 Q3) 
3 Schedule tralnmg at Center (Y 1Q4, then ongomg) 

e Dissemmation of techcal  information and resources (Y2, 2nd half) 
f New Machmery 1 Matenals Testmg & Introducbon (Y2-Y5) 
g Follow-up on orders, expedite fulfillment (ongomg) 

7 Ghanaian Artist/Designer Participahon (ongomg) 
Vital to the long-term growth of the hanhcraft sector is the mclusion of the 
Ghanaian fme arts commutllty Artists who can grasp the possibilities of usmg 
thelr creativity m the field of applied arts can leverage thelr careers and offer 
d i m e  design and product possibilities to the sector Artists wth  ulllque 
magery and design styles can become entrepreneurs and producers who employ 
and tram artisans to execute then designs Thelr mclusion wl l  add depth to the 
sector and mcrease the value attached to its products, and the preshge enjoyed by 
its workers 

a Meet w t h  arbst commumty leaders & mversity departments (Y 1Q2) 
b Establish artist/artisan production groups (Y 1Q4, then ongoing) 
c Tram Ghanaian design consultants (Y2-Y5) 
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M TRAINING 
T r a m g  is crucial to the development and expansion of the hanhcraft sector m Ghana ATAG 
currently offers a wde range of speciahzed t r a m g  m the produchon to market cham Exlstmg 
programs mclude busmess/management t r m g ,  product design and development, production 
management, use of appropnate produchon technologies, and marketmg ATAG's t r a m g  has a 
practical, hands-on, "real world" focus T r a m g  is adapted to mhvidual shll levels and 
participation is encouraged As members graduate fkom cottage level production to small 
manufacturing, ATAG contmues to play a sigmficant role m helpmg them to access specialized 
t r a m g  packages smted to the~r new needs 

ATAG's t r a m g  u n ~ t  wl l  support and expand on exlstmg programs geared to developmg 
entrepreneurs' shlls m the areas of, for example, pncing, costmg, p r e p m g  of financial 
statements, cash flow projections, quality control, production schedulmg and 
management and packagmg Care w11 be taken not to bmld up capacity and expertise 
where specialized t r a m g  for the craft sector already exlsts and offered Instead, ATAG 
wll  contmue to play a "condmt" role llnlung Trade Network members w t h  local t r a m g  
facihhes However, to fill gaps, ATAG mll contract services of techtucal experts as 
well as draw on the expertise of mternational product design and development 
consultants to o r g m  short, lnformal workshops or s e m a r s  to address common 
problems encountered by craft suppliers m the production-to-market cham 

1 Update mventory of relevant t r w g  courses offered by other 
mstituhons (tlme, duration, frequency of offemgs, eligibility 
cntena, cost, etc ) (Y 1 Q1, then updated annually) 

2 T h g  mto account the overall strategy for the hanhcraft sector, 
update t r a m g  needs assessment of rural based artisan suppliers 
by idenhfymglpnoritiung producer craft shlls to be upgraded, 
production techtuques to be mproved, equipment to be 
mtroduced or redesigned, etc (should llnk wrth "Defimtion of 
Scope" pnonty-settmg exercise conducted d m g  pre-grant 
phase) (Y 1 Q 1 -Q2, then update annually) 

3 Bmld on recent consultant's report that evaluated the perceptions 
of beneficlanes to ATAG services Evaluate ATAG's exlstmg 
t r a m g  support offemgs usmg small informally conducted 
focus groups mcludmg export agents, export producers and 
artisans Is ATAG's tramng perceived as relevant7 Are the 
course offemgs held at convement times? Are the tramers 
considered "expert" enough' Under what circumstances would 
clients pay for t r a m g ?  Is there adequate follow up, etc 7 Plan 
action steps to address perce~ved constraints (Y 1 Q 1 -Q2, then 
update annually) 

4 Establish fee schedule for most popular and substanhal tramng 
and course offemgs (Y 1Q3, Y4 conduct fee structure analysis) 
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5 Prepare quarterly t r m g  bulletm available upon request to 
Trade Network members of ATAG course offenngs and relevant 
busmess and entrepreneurral t r m g  at other mstitutions 
(Y 1Q4, then updated quarterly) 

6 Retam local consultant to develop case studes to be used as a 
t r w g  tool for exporterlagents and artisadproducers (Y 1Q4 - 
3 month contract) 

1 Artisan Producers 

As produchon scheduling becomes more exactmg, artisan producers wl l  need 
additional t r a w g  to strengthen baslc busmess management slulls Busmess 
t r a m g  wl l  also help small production units develop management structures 
that w11 allow them to delegate responsibility thereby (overtme) reducmg the 
dependency of the busmesses' performance on one key person, whch has been 
noted as an area of concern for banks ATAG coordmated t r a m g  for artlsan 
producers (focusmg on defined pnorities m terms of regon and media) would 
(Y 1 Q4, then ongomg) 

a develop busmess slulls (record keepmg, costmg and 
pncmg), 

b mprove production plannmg and management, 
c mprove quality control, 
d strengthen customer service (tlmely delivery, 

commulllcation, etc ), and, 
e adhere to paclung and shppmg requirements 

2 Artisans 

To help artisans understand thelr essential role m the production to market loop, 
ATAG wll  develop a tramng video whch would track a product fiom its 
manufacture by an Wsan, to its sale to an exporter1 agent, shpment to a foreign 
buyer, receipt m a buyer's warehouse, placement on a store shelf, purchase by a 
retail consumer, and use m the customer's home If possible, th~s  mtiahve wl l  
be coordmated with the video profiles bemg developed by Mary Littrell fiom 
Iowa State Umversity (Y 1 Q4 - Y2Q4, possibly pre-grant ~f Iowa State 
Umversity is mvolved) 

a Prepare terms of reference for video (define exactly what zt 
should mclude and illustrate) 

b Develop cost parameters for project Short-llst three 
canldates to undertake project 

c Retam vldeo producer to undertake project 
d Completion of vldeo project and mplementatlon of tramng 

session (Y2Q4) 
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3 Export Intermediary (EI) T r a m s  

EIs play a crucial role m the development of hanhcraft exports by servmg as 
contact pomts for foreign buyers who do not want to deal duectly wth  numerous 
suppliers In fact, at present, most art~san producers are too small andlor lack the 
expenence and capacity to penetrate the export market unaided 

a Design, co-sponsor, and team teach wth  EMPRETEC 
customzed t r m g  to fit busmess needs of export 
mtermehanes (Y2, first half) 

a Cosponsored t r a m g  should enhance ATAG's credibility m 
the handicraft sector and help EIs 

1 establish/lrnprove adrmmstrative and 
accountrng procedures for receivmg orders, 

2 assess capability of potential producers, 
3 assign orders to producers based on theu 

assessment, 
4 momtor adherence to quality and cost 

targets, 
5 ensure tlmely completion of production, 
6 amve at some consensus on generally 

accepted standards for employee benefit 
packages to rrrrmrmze employee turnover, 
and poachmg, 

7 prepare standard documentation 
reqwements of formal financial institutions 
m order to access credit, and, 

8 strengthen theu abihty to Identify and 
approach forelgn buyers 

c Evaluate co-sponsored tralnlng wth  EMPRETEC (Y2, 
second half) 

d Explore collaborating wth  other lnstitutlons that offer 
relevant t r a m g  for ATAG's target population Identify 
and set m motlon such collaboration (Y2Q 1, then 
ongomg) 

e Startlng wth  EI's, test nommal charglng for trammg 
services (20 - 30 percent of the cost) whch would be 
gradually ra~sed as t h ~ s  client base expenenced an 
effechve delivery system (Should apply to co-sponsored 
ATAG/EMPRETEC t r m g  offered m Y2, first half) 

C Product Deslgn & Development Tralnlng 

ATAG has been offemg t r a m g  m product development and design through its field 
staff and mternational design consultants, providing workshops and one-on-one, hands- 
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on t r a m g  To strengthen ATAGYs ability to provide these services and its own ability 
to remam m the market by staymg current wth  mternabonal market trends and 
production techques, a Research, Resource & Design Center wrll be created The 
Center wl l  provide the opportumty for needed research mto vanous forms of appropriate 
technology that wl l  enable artisans to develop more effective production processes 
whle mcreasmg thew production level It wl l  provide up-to-date lnformation on market 
trends and the the ability to obtam market feedback dumg the product design and 
development process by sendmg visual Images via the mternet The RR&D Center w11 
provide, for example, mdustry standards for fmshmg, durability, raw matenals and 
components, style, function and aesthetics (see VIII) 

Specialized tralnlng sessions wrll be offered accordmg to specific craft meha covenng 
issues such as sourcmg raw matenals, addressmg and solvlng issues related to thelr 
mpact on the envlronment, new equipment, and new market and design trends ATAG 
wll  work to assist producers m the development of a distmct style and w q u e  product 
lmes to mmamze the need for copymg and enhance the value of thev work 
Adchtionally, the t r a m g s  wl l  asslst producers to determe the mpact of design, 
matenals, and techmques on product costmg/pncmg T r a m g s  wl l  be held both wthm 
the RR&D Center and m the ruraVurban areas where ATAG is workmg The Assistant 
Managers for the RR&D Center and the Field wl l  work together w t h  the Operations 
Manager to conduct t r m g s  and ensure that the t r a w g  program is far-reachmg, 
comprehensive, relevant and available for artisans, producers and exporters 

D Marketing Training 

To compete m US and European markets, Ghana must, at a mmunum, be able to deliver craft 
exports meetmg exactmg design, color and grade specifications m the nght packagmg and labels 
In addibon, the export product must be delivered reliably and punctually at a compeMive pnce 
To meet t h s  demandmg standard, ATAG w11 strengthen its ability and contmue to provide craft 
exporters marketmg t r a m g  and expert assistance m the followmg areas 

Market Identification Identify markets and opportumties for particular exports, and assist m 
devismg and lmplementmg marketmg plans and a system for momtonng export results 

Product Presentation Provide practical advice on the kmd of product package buyers requue m 
- the US and Europe, and ~nformation on product design, quality standards, labelmg and packagmg 

specifications, mcludmg pnce parameters 

Market Trends Provide lnformation on demand trends, new sources of strong competibon, and 
changes m tanff, quota and other quantltatwe restrictions 

Buyers Contacts Assist m locatlng and approachmg foreign buyers and arrangmg for 
participation of the most qualified f m s  m trade shows and overseas rmssions 

I X CREDIT ACCESS STRATEGY 
Difficulties m accessmg pre-shpment cre&t and fmanclng for production remam a bmdmg 
constraint for expandmg Ghanaan hanchcraft producers and exporters Interests rates are hgh 

I and banks often are umlhng to bear the performance nsks of new clients who have a lmted 
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track record and cannot meet reqmements, such as audited statements and property as collateral 
W l e  there are already a number of cre&t programs m Ghana targetmg SME's generally, 

ATAG wll  mvestigate options for mcreasmg financmg to the handicraft export trade specifically 
or l&g more closely ulth exlstmg programs Credit w11 become mcreasmgly important ulth 
ATAG's proposed mtroduction of new techques and opportumhes for o b t m g  appropnate 
technology to meet projected market demand based on the mtensive push to produce cuttlng edge 
Afiocenmc products ATAG wdl ( d m g  Y2, 1st half) 

1 evaluate the pros and cons of exlstmg creht programs targetmg SMEYs, thelr 
relevance for the handicraft sector, and potenhal for collaborahon, 

2 analyze the essenhal charactenstics of handicraft export demand to d e t e m e  at 
what stage m the production cycle credit is most needed and m what amounts, 

3 evaluate ATAGYs exlstmg credit program, and, 
4 d e t e m e  ATAGYs competitive advantage m expandmg and strengthenmg its 

exlstmg program given the existence of many other f m c m g  sources (1 e Is 
ATAG's competitive advantage servmg the smallest producers, a group llkely to 
be excluded from accessmg financmg through mmstream channels') 

XI RETAIL STORES 

A The frst year of the stores' expansion plan should focus on establishmg correct 
retail processes and busmess practices m current store sites Years 3-5 of the 
expansion plan entails growing the ATAG store concept at a sustamable pace, 
enablmg management to aclueve revenue and performance goals 

1 Complete ATAG stores' related housekeepmg tasks identified m 
the pre-grant phase (Y 1 Q 1) 

2 Identify and recnut Stores Manager Ths  role is cntical to the 
success of the ATAG store concept due to the necessity of 

- mplementmg mdustry best practices to ensure profitable 
operahons (see V ) 

- 

Part-tlme merchandlsmg consultant should be retamed to assist 
ATAG Stores Manager and to teach ATAG counterpart staff to 
optlmze product rmxes and assortment Ths  person w11 help 
develop seasonal buymg plans, product planmng and marketmg 
programs Slhe ul11 also assist m the development of appropnate 
systems, procedures and processes to support the maxlrmzation 
of volume and gross margms (Y 1Q3, should be selected by the 
Stores Manager) 

4 Site Selection Develop methodology for selectmg ideal store 
sites Determe optmal number and pace of expansion (Y 1, 
second half) 

a Idenhfy short list of tentative store sites Explore 
availab~lity (Y2, first half) 
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b Re-evaluate Elrmna Castle store location, explore 
alternative sites (Y 1, first half) 

c Plan new stores (Y2-Y4) 
d Open new stores (Y2-Y4) 

5 Marketmg Strategy Goal is to establish ATAG stores as the 
recopzed leader m Ahcan product retaihg m Ghana, 
especially m the tomst and expatmate markets To accomplish 
th~s  ATAG stores' must undertake a brand development program 
to create a strong identity w h  the market Key strateges to 
develop a strong and recogmzable brand idenbty w11 mclude 
(Y2) 

a development of an ATAG store name and logo, 
b extension of the logo to all appropnate meha, 

mcludmg m store signage, bags and boxes, 
pomt-of-purchase matenals, product dormahon 
cards, and all commmcation matenals, 
mcludmg letterhead, busmess cards, etc , and, 

c begm outreach and establish llnks mth tour 
p d e  operators, airlmes, hotels, conference 
orgmzers, etc to bmld traffic through stores 

6 Product MIX Strategy The objective is to focus the stores' product m x  
on key categones to generate requlred margm goals (Y 1Q3-Q4) 

a Undertake analysis to deterrmne what the 
exlstmg stores' margms are based on ltlltial mark 
up Deterrmne what the llzltial mark up should 
be based on retail mdustry standards relevant to 
Ghana What are the implications for exlstmg 
categones of product --I e what categones get 
mcreasedldecreased 

b Develop key item strategy to stock and 
merchanhse select items m depth on an ongomg 
basis to take advantage of lmpulse purchases by 
toutlsts 

c Install POS mventory management system to 
provlde management wth  tools to analyze 
properly mventory dynarmcs With information 
systems m place, store supervisors w11 be able 
to momtor results versus plan and key m on 
popular items and make tlmely reorders, and 
conversely take mark downs on slow movmg 
merchandise at the appropnate tune 

I A d  to Artisans Ghana Strategic Plan, June 1998 



d Sourcmg outside the ATAG network There are 
fantashc artlsan-made personal accessones and 
decoratwe home products outside the ATAG 
network that ATAG should explore the 
possibihty of sellmg to augment its lmes 

XII FINANCIAL SUSTAINABILITY 

To bulld ATAG as a fmanc~ally sustamable ent~ty, ATAG wll  develop several streams of 
sustamable mcome that wl1 provide program mcome to support ATAG's activities beyond donor 
support, whch ends m the year 2003 The key areas to focus on that w11 provide the hghest 
level of return on mvestment are 

A Shop Profits 
1 Year 1, Quarter 1 

a Stores Manager to create a cohesive and collaborative stores team wth  a strong 
llnkage to F~nance & Adrmtllstration (ongomg) 

b Establish financ~al systems to measure store profitability and mventory turnover 
c Inveshgate retad store computer systems 
d Analyze current profit & loss statement to estmate percent of revenue avalable for 

ATAG p r o g r m g  (ongomg) 
2 Year 1, Quarter 2 

a Make merchanhsmg decisions to establish optlmum shop profitability 
B Contracts m development work (UNDP, ADB, etc ) 

ATAG wl1 denve a percentage of its revenue from contracts obtained wth  other NGOs, 
governments, UN agencies, and mulhlateral institut~ons who are need of craft busmess 
t r a w g ,  craft-based NGO development, store development, etc Such contracts wl l  enable 
ATAG to offer its services to the artisanal sector outside of Ghana (south-south exchange of 
Ideas and experiences), whle at the same tme gam expenence from others 

1 D e t e m e  whch services ( t r m g s )  ATAG can offer (Ql) 
2 Develop and update marketmg matenals whch outlmes those servlces (41-42, Y3, 

and Y5) 
3 Develop a network hst wth  key contact names (both w h  Ghana and w t h  

Ahca) word of mouth contacts, referrals, and professional conferences, semmars, 
attended (ongomg) 

4 Mail marketmg matenals to network (Y 1 Q3, then M c e  yearly) 
5 Follow-up calls (Y 1Q4, then ongomg or as needed) 
6 Bid for contracts (Y 1Q4, then ongomg) 

C Short-term Investments (Y 1 Q 1, then once yearly) 
1 Forecast capital avalable to mvest 
2 Identify appropnate and hgh-yieldmg short-term Investments 
3 Forecast earmngs 

D Research, Resource & Design Center 
1 Identify Center servlces and determme fees for services (e g on a slidmg scale) (Year 1, 

Q1) 
E Falrs, Festivals & Special Events 

1 Develop marketmg strategy and revenue targets to be available for ATAG prograrnrmng 
(Year 1, Q1, then update yearly as needed) 
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2 Determme booth fees and adrmssion fees to meet those targets (Year 1, Q1 , then update 
yearly as needed) 

3 Analyze revenues earned through P&L statement resultmg from each far, etc agamst 
revenue goals and adjust if needed 

F Service Fees for Buyers & Exporters 
1 Buyers Deterrmne Sourcmg Fee - develop list of services available to buyers and 

develop marketmg matenals and strategy for lntroducmg servlces to buyer commutllty 
(Year 1,Q2, review and update annually) 

2 Exporters D e t e m e  a Fixed Fmders Fee for b m p g  new busmess to exporters 
(Year 1,Q2, review and update annually) 

3 Analyze revenues earned through P&L statement (annually or as needed) 
G Donor Fundmg [ongomg] 

1 Set target goals and number of sources needed to meet fundmg needs (Pre-grant) 
2 Identify potential funders (local/mternational mcludmg corporate fundmg) and develop 

fundmg strategy (Year 1, Q 1, ongomg) 
3 Cultivate funder relationshps (ongoing) 
4 Develop proposals to augment exlstmg fundmg 

It is estmated that ATAG's current annual budget w11 tnple m order to meet the goals of its new 
stratepc plan In addition, its stores wl l  expand fiom four to seven by the end of four years 
T h s  expansion wl l  reqwe ATAG to refine its fmancial and adrrrrmstration systems, ensurvlg 
more fmancial control It wll  requlre an mcrease m staff and different expertise, as well as 
mproved and different reportmg To ensure an efficient trackmg system, ATAG stores wl l  need 
to be networked, wth  the ability to provide daily sales to ATAG's finance department As 
ATAG moves toward sustamability, it w11 have, simultaneously, more grants to manage, more 
fees to collect and manage, and, therefore, an mcreased need for effective management and 
analysis 

A Install new computer hardware and upgrade fmancial software 
B Obtam tramng, as needed, for financial software 
C Hue new staff person for department, if d e t e m e d  crucial 
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AID TO ARTISANS GHANA (ATAG) 
FIVE-YEAR STRATEGIC PLAN 

Page 34 

Y1 Y2 Y3 Y4 Y5 Collaborate 

half 

MARKET DEVELOPMENT DEPARTMENT (VIII ~g 19) 

4 4  

Develop (or buy) and distribute market trend reports 
Conduct market trend workshops 
Trade Show Preparation f 
Host local trade fair 
Exhlbit at NYIGF and FrankfUrt Show 
Exhibit at National Retail Federation International Pavilion (NRFIP) 

&re Market Development Manager 
Research & Analysis of Buyer Unlverse . 

Q1 

Consider warehouse facility in US & revlew GEPC feasibility study 
Investigate warehouse location 
Establish warehouse 
Consider US showroom presence 
Develop promotional materials 
Update promotional materials 

half 

- 

42 half 43 

Market presentations to US and European buyers 
Conduct workshops on how to make a market presentation 
Design Ghanaian brand logo 
Develop marketing strategy for Ghanaian brand logo 
Develop marketing strategy for Afrocentnc in-store boutiques 
Facilitate dvlprnnt of rltnshps btwn reps of Mrican-Amencan retailers 
Marketing rmssion for Afi-lcan American retad representatives to Ghana 
~xhlb l t  at IBBMEC 

half 

--- 

E 

t t 1 
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AID 10 A1trl ISANS GI-IANA (A I AG) 
FIVE-YEAR STRATEGIC PLAN 

TRAINING (IX Pg 25) 

Trarnrng Preparatron 
p l n v e n t o r y  

Evaluate ATAG's exlsting trairung support offerings using focus groups (see IX A 3) . 
Establish fee schedule for most popular and substantial tralmng & course offerings 
1 - 

Retain local consultant to develop case studies to be used as traimng tool 
BusrnessIManagement Trarn~ng 
Artrsan Producers 
Develop business shlls 
Improve production plamng & management 
Improve quality control 
Strengthen customer service 
Adhere to  ~aclung; and sho~inn reauirements I 

- -- 7 

Artrsans 
Prepare terms of reference for video 
Develop cost parameters for project - short list 3 candidates to undertake project 
j 

Completion of v~deo project & implement tnal traimng 
Export Intermed~ary (EI) Tralnlng 
Design, co-sponsor, and team teach with EMPRETEC customzed traimng 
Evaluate co-s~onsored trairunn wth EMPRETEC I 
Exulore. ~dentifi & imolement collaborative traimng. with other institutions I 
starting w/1's, test nom&charging for traimng S ~ V ~ C ~ S  

Product Desrgn & Development Traln~ng 
Mar ketrng Trarnrng 

YR 5 Collaborate 

L 
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AID I 0  AH I ISANS GIIANA (ArI'AG) 
FIVE-YEAR STRATEGIC PLAN 

CREDIT ACCESS STRATEGY (X pg 28) 
- 

Evaluate the pros and cons of exlsting credit programs targetmg SME's I I 1 
Analyze the essential charactensitics of handcraft export demand 
Evaluate ATAG's exlstmg credlt program 
Deterrmne ATAG's competitive advantage 

YR 2 YR 3 YR 4 YR 5 Collaborate 
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Q4 

RETAIL STORES (XI pg 29) 

Complete ATAG stores' related housekeeping tasks identified in pre-grant stage 
Identifl and recruit Director of Stores 
Part-time merchandising consultant retained 
Site Selection 

Develop methodology for selecting ideal store sites, no of and expansion pace 

Open new stores 
Marketing Strategy 

Development of an ATAG store name and logo 
Extension of the logo to all appropriate media, including all promotional materials 
Begin outreach and establish links with tour guide operators, airlines, hotels, etc 

Product MIX Strategy 
Undertake analysis to determne emsting store margins 
Develop key item strategy to stock and merchandise select items-impulse purchases 
Install POS inventory management system 
Sourcing outside ATAG Trade Network (e g Kwabena Srmth) 

half 

-- 

half 

1 

half half 



AID '1'0 ARrI'ISANS GHANA (ATAC) 
FIVE-Y EAR STRATEGIC PLAN 

FINANCIAL SUSTAINABILITY (XII ~g 31) 

STORES 
Create linkage wth stores team f 1 
Establish financial svstems to measure store ~rofitabilitv & inventorv turnover1 
Investigate retail store computer systems I I I 
Analyze current profit & loss statement to estimate revenue available 1 ! 
Make merchandising declslons to establish optlmum shop profitability 1 ! 1 1 1 

CONTRACTS IN DEVELOPMENT WORK I 1 
Deterrmne servlces ATAG can offer 
Developlupdate marketing matenals whlch outhnes those services 1 1 1 I 1 I 
Develop a network with key contact names (in and outside of Ghana) I 1 I 1 1 1 
Mail marketing; materials to network I I I I I  I w 

Bid for contracts 
SHORT TERM INVESTMENTS 
Forecast capital ava~lable to invest 
Identify appropriate and hgh-yielding short-term investments I 
Forecast earrungs 1 1 

RESEARCH, RESOURCE & DESIGN CENTER I 

Identifl Center servlces and detemne fees for services f 1 
FAIRS, FESTIVALS, & SPECIAL EVENTS I I I I I I 

- -  - 

Develop marketing strategy and revenue targets I 
Deterrmne booth fees and adrmssion fees to meet those targets - 
Analyze revenues earned through P&L Statement 1 1 I I I 

half half 
Collaborate 
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AIL) 1'0 AIIrI'ISANS GHANA (ATAG) 
FIVE-Y EAR STRATEGIC PLAN 

YR1 Y R 2  Y R 3  YR 4 YR 5 Collaborate 

FINANCE & ADMINISTRATION (XIII Pg 32) 
Install new computer hardware and upgrade financial software 
Obtam trainmg, as needed, for financial sohare  
H~re  new staff person for department, if deterrnmed crucial 
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FINANCIAL SUSTAINABILITY (XII ~g 31) 

SERVICE FEES FOR BUYERS & EXPORTERS 
Deterrmne Sourcing Fee for Buyers 

develop list of services available to buyers 
develop marketing materials and strategy for introducing services to buyers 

half 

1 

Q1 

Develop proposals to augment proposed USAID hnding 

f 

1 f 
I 1 I 

I 
I 1 1 f 1 

4 2  

1 
Exporters Deterrmne a fixed finders fee for bnnging new business to exporters 
Analyze revenues earned through P&L Statement 

DONOR FUNDING 

t I 

I 

f 
i 

Q3 

I 

1 f 

Cultivate hnder relationships 
1 

I I I 1 

Identifl potential hnders 
Develop hnder strategy 

Q4 

f 1 

I 

half half half 


